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Overall the Operational Staging Area (OSA) at Meridian Naval Air Station (NAS) was a successful operation. The initial response was excellent with truckloads of commodities being shipped to distribution points the day after Hurricane Katrina hit Meridian. This was before all roads in the area had been cleared of debris. The Meridian NAS proved to be a generous host and was fully engaged in supporting the OSA while maintaining daily base air operations.  Jerold Kemp, the FEMA OSA Manager, and Bob Fenton, FEMA Operations in the State EOC, recognized the capabilities of an IMT and utilized the team to full potential. The OSA was managed under unified command involving all agencies and partners as a single entity with one set of objectives rather than separate agencies with different agendas. With over 2,500 truckloads shipped, there were no serious accidents or injuries and only one reportable accident.
COMMAND:
Things that Worked Well
• 
Commodity distribution was much more efficient from previous incidents.  Not unloading and  loading trucks saved numerous hours resulting in increased efficiency of distribution efforts communities in need.  Safety was also greatly enhanced.

• The teamwork with FEMA and the NAS was greatly enhanced when compared to previous incidents.  Jerald Kemp and his staff were supportive and frequently voiced commendations to the team for work accomplishments. The NAS was a supportive host.
 

• The NAS flight training was fully operational despite the distribution operation and the hospital operation. The naval liaisons (Captains) were critical to this success. They were both outstanding. 

• The Jackson EOC recognized communication limitations and did not stop shipments while waiting for fax or e-mail capabilities to forward proper tasker paperwork. The first shipments were done by verbal taskers forwarded by satellite phones. The EOC also allowed for direct contact between the OSA and county distribution sites to identify commodity needs.  These needs were then communicated back to the EOC by the OSA for approval before the PTR was initiated. This two-way communication network allowed for greater amount of needs being met in the field.

 • There was a better understanding of the capabilities of an Incident Management Team on this incident than previous ones. The IMT was fortunate to work with representatives from FEMA, DOT, and the trucking company that we had worked with before. This understanding led to a more coordinated approach to the management of the incident and a quicker startup. 
Things that Could be Improved:
•   It is obvious that paperwork slows the process of getting resources to the areas of need. The media is now picking up on this and it will become a point of focus if not fixed. SUGGESTION: Place Division Supervisors, or equivalent, in the distressed counties or cities. These supervisors, working with the local EOCs, place orders directly to the OSA. The tracking logs and paperwork can be reconciled later. This apparently will save “two” days in shipping assets. This process was used several times for Hurricane Katrina and assets were immediately shipped based on a call from that supervisor. Perhaps getting assets “on the move” has been too bogged down by the “process.”

• For an incident like Katrina, divide the distressed counties into divisions. Assign an incident management team to a division for all coordination including the unloading of trucks at the local EOC. Too many times, trucks arrived at the local EOC with no one to unload.

• Look into the “communication packages” on the market that enhance capabilities of phones and radios. These are satellite systems. The Blue Team was greatly hampered by non-functional satellite and cell phone systems. The Mississippi Game & Fish Commission helped with one 
  satellite phone that worked well. The Team satellite phones did not function well at all. 

• Delegation of Authority - The IMT is expected to have a clearly defined mission. Four days into the incident, the Blue Team received a delegation of authority from FEMA. This had been discussed at the in-briefing with the Blue Team IC. When Area Command arrived, 5 or 6 days later, they said they would be issuing a delegation of authority. The Team response was “We have one”. This is confusing for the team. 

• The role of the Area Command needs to be more clearly defined. Once they arrived, another layer of conference calls was initiated.

• Implementation of the commodity ordering system needs to be improved.  There were numerous returns of shipments throughout this incident.  Either the request information from the counties is not reaching the FEMA EOC correctly, there is too much lag time between when the order is placed by the county and when it reaches the OSA, or the County Emergency Management is not coordinating all distribution centers effectively.  It appears all three of these issues are affecting commodity distribution.   

• There could still be a better integration of the FEMA organization and the IMT and Area Command. On this incident Area Command wanted to manage the IMT directly. It seems counterproductive for the IMT to not fully engage in unified command and work directly for the OSA manager. A better approach would be for Area Command to work in unified command at the ROC level.

• The processing of commodity requests needs to be streamlined. It would appear that a county 
  EOC should be able to direct order commodities from the operational staging area. Orders, shipments, and inventories would be maintained at the OSA. The OSA could direct order via the state/FEMA EOC.
INFORMATION
Things That Worked Well:
• Susan Junkins, NAS Meridian Public Information Officer, was most supportive of the team. Communications between the team and her were outstanding.  She also served as a protocol resource which was critical to the mission.

• FEMA had internet connections and e-mailed maps, charts and briefing papers to area command and Regional Office Communications for the team.

Things That Need to be Improved:
• Computer internet connections need to be available ASAP prior to or after arrival. 

• Communications were inadequate for information section.  The 800 number was not functional to access the FS e-mail.  Certainly some change of numbers could have been made to allow e-mail access.  The library DSL line was generally down.

• The team set up a temporary e-mail site with Yahoo, but it was generally not up due to the DSL line being down at the library, so it was not satisfactory.  It seems that too much information was sent that was not relevant to information officers on this incident.

FINANCE

Things that Worked Well:

 • FEMA Comptrollers were excellent to work with.
Things that Need to be Improved:
 • Generators need to be in the cache. Finance needs to start immediately and without electricity, nothing can be done.
 • General order forms need to be specific as to why supplies are being ordered. FEMA will generally approve orders if they can understand why we need them.

 • FEMA needs to provide a “Do Not Purchase” list.

SAFETY
Things that Worked Well:
 • Strong cooperation practiced by employees from various federal and state agencies had a direct positive impact on the ability to manage this incident.
 • ICS was invaluable as the common doctrine to facilitate cooperation and establish and exercise effective command.
 • Maintaining sufficient depth of qualified Safety Officers on the team allowed quick response in filling orders.  The ability to get these positions filled quickly affects the safety record for the assignment.
Things that Need to be Improved:
• Power generation equipment must be sufficient to match the size of assigned resources during the initial week.  Typically this type of assignment places personnel in situations with heavy damage to local infrastructure.
• Safety items missing or insufficient quantity early in this type of assignment include: cone flashlights and batteries, reflective vests, hearing protection, straw hats, traffic control flags and signs, glow sticks, magnetic vehicle lights, rain gear, and rubber boots.   
• Purchasing specialized PPE is a high priority need.  A method of prioritizing PPE would ensure PPE was procured first.  Safety of assigned personnel is the top priority.  Ordering and procurement (buying team) of PPE should both understand the safety concerns and the critical need of getting these orders filled quickly. 
• FEMA and the various branches of military service should consider training on basic ICS structure. The ESF-4 designation of the Forest Service ensures future working relationships of all these 
 
• At the very least each military installation should have a liaison trained in ICS.

• All involved companies should send their employees with PPE or have mechanism to acquire.

• Better communication between FEMA and trucking companies as to what to expect when dispatched for relief effort.  Drivers should come with a 3 day supply of items to be self sufficient.

• Quicker decisions should be made to provide for the welfare of the truckers.

• Provide information briefings for the truckers to let them know what is going on and what to expect.  Lack of information raised the frustration level of the truckers. 

• All parties involved need to quickly agree on the minimum number of people required to gather information at check stations.  Too many people collecting the same information delayed the movement of commodities and created an unsafe situation.  

• Have the host base give a protocol briefing so the assigned personnel can meet the expectations and be less disruptive to normal base operations.

• Recommend alternative to using type 2 crews for traffic control.  They are not trained in this type of work. At the very least provide training by LE personnel for this type of work.
• A separate ingress-egress for trucks would provide for a safer operation. The narrow lanes mixed with assigned personnel were not ideal.

• Job Hazard Analyses for hurricane operations needs to be developed.

• Site plan should not mix the truck parking area, work area and parking for overhead.

• The processing of commodity requests needs to be streamlined.  It would appear that a county 
EOC should be able to direct order commodities from the operational staging area.  Orders, shipments and inventories would be maintained by the OSA.  The OSA could direct order via the state/FEMA EOC.
LOGISTICS
Things that Worked Well:

• Coordination and communication between plans, operations and logistics is essential and worked very well together.

• The use of POTS lines when the FTS system was out of service was invaluable.

• The base liaison was outstanding and helped the team resolve difficult situations and meet short-term needs that arose. This position is essential to a team working on the base. 
Things that Need to be Improved:
• Need to have adequate housing available for incident personnel. Building 326 has a limit of 240 persons if no office/ICP is created in the building. The limit is 210 persons if it is used as an ICP.
• Gravel road to the South Gate contains a subsurface drainage problem. Suggested correction is to dig, remove clay subsurface, fill and then cap with gravel.

• Order a mobile shower unit at the start of the operation. Prepare a location for the unit prior to the need. Locate showers near the flight line as the primary users will be truckers. 

• Designate a single purpose facility for setting up FEMA operations to include office space and a covered hangar for operations during inclement weather.

• Over flow parking for trucks is a limiting operational factor. The ramp held approximately 160 trucks; Jack Rabbit Road approximately 50, Stennis Road can handle 190 trucks eastbound and180 trucks west bound. This is a total of approximately 575 trucks; however a trigger point of 500 trucks should be used to end inflow orders.

• Communications between the county EOC and the state EOC were not functional immediately after the storm. A national emergency satellite communications system is needed for all county EOCs to communicate to the State EOC.  The satellite phone/radio system installed in the Texas Forest Service vehicle was the only reliable means of communications for the first few days of operations. Hand held satellite and cell phones were intermittent. 

OPERATIONS

Things that went well:

• Security (LEO’s) assigned to DIVS

• Operations being in charge of truck check in and checkout.

• Separation of ICP from Operations Area.
Things that Need to be Improved:
• The number of information gathering agencies should be reduced and or eliminated at OSA’s to expedite check-in/check-out. At times, the number of Corps of Engineers personnel outnumbered others 2:1.

• The team should purchase or rent communications equipment to aid the local EOC’s to send request and receive confirmation of orders.

• The Incident Management Team should utilize other members, which are experienced in the type of assignment, to ensure sufficient Operations personnel are available to fill 
overhead positions for day and night shifts. In the field, team members should answer to the team SITL who in turn should communicate with the OSA manager. The SITL would ensure confirmation of shipment(s) back to the field personnel when the PTR(s) have been cut and order filled or canceled.

• This type of incident requires the team to constantly ramp up and down. To help in regulating orders for personnel, etc., an outstanding order report should be given at the daily command and general staff meeting.

• Include a minimum of 8 SCKN/THSP on preorder for hurricane assignments. 

• Trucking agencies provide showers for truckers at staging area.

• PTR destination be verified before shipping to prevent return orders.

• Delegate to the IMT the authority to receive and fill orders from the county EOC’s.  Also allow IMT authority to order replacement commodities to the staging site.

• In lieu of a communications system, all counties should pre-designate distribution points in their county.  On the first day following passage of the storm, the national guard or other military unit should be in place at all these locations to accept an initial shipment of commodities.

AIR OPERATIONS  


Things That Worked Well:

• IMT AOBD and ASGS organized and managed an air operations branch for FEMA operations.

• Over 1100 hours flown without an incident.

• Helped develop SAR technique with Coast Guard to pinpoint and locate victims

Things that Could Be Improved:

• Geographic area coordination center changing resource orders for personnel and equipment.

• Lack of support from the Southern Region and Area Command for air operations authority and activities.

PLANNING
Things That Worked Well:

• FEMA management at the Meridian OSA recognized the benefit of unified command.  An example of this was that the Blue Team was included in the coordination and preparation of 
shipments throughout the PTR process.  On previous incidents the IMT was somewhat separated from this process.  

• The Blue Team Planning and Operations Sections were fully integrated to receive, process and distribute truckloads of commodities.  Operations rather than Planning staffed the check-in and check-out stations on this incident.  This proved to be a very effective way to facilitate all movement of trucks within the facility since Operations also manages the lot. The Planning Section processed PTRs, entered information in the 
database, developed reports, and coordinated with the EOC and county distribution points to deliver commodities where they were needed. This allowed for effective implementation.
• An effective database for tracking received loads and PTRs was developed after 4 or 5 days on this incident.  This database needs to be further refined and made available to all teams going to a similar incident so it can be utilized from the onset. 

• The utilization of Blue Team Division Supervisors in the field for damage assessment and as a point of contact between the OAS and the counties was very effective and should be utilized more.

• By keeping the tractors and trailers as single units the response time to shipping orders was minimized. This worked much better than dropping trailers and ordering power units as done on previous incidents.
Things That Could Be Improved:

• Communication systems presented the biggest problem.  Dependable communication between the county distribution centers, the OSA, and the EOC is a must.  Because landline and cell phone service was interrupted there was a need for more access to satellite phones especially during the first few days. 
• Commodities under the Army Corps of Engineers (USACOE) contract require duplicated and time-consuming requirements for receiving and reporting loads.  This redundancy hinders effective distribution and record keeping.  If all commodities were under contract by FEMA rather than some by FEMA and some by USACOE, the operation would be much more effective and efficient.  Also, USACOE continually does not staff in sufficient numbers or with enough experience to effectively meet the mission.      

• The benefits of locating on an active military facility are offset by the limitation on space and access. A larger facility for parking trucks as well as separate ingress and egress access points would have been beneficial to this incident.
• etter involvement and support of the truck drivers by the trucking companies would be beneficial and could be achieved in part through training for FEMA contract vendors.  Some drivers are onsite for over 4 days.  Providing basic necessities to the truck drivers was challenging for all parties.  
• Due to physical requirements and environmental conditions associated with check-in of trucks at locations with few facilities and little cover, a better job description than Status Check-In is needed for these incidents.  

_______________________________________      ____________________________

Mike Quesinberry, Incident Commander

                       Date

Southern Area Incident Command Blue Team
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